SDC Ecuador: phasing out : programme closure experience by Müller, Suzanne et al.
SDC Ecuador - Phasing Out
PROGRAMME CLOSURE EXPERIENCE
April 2010
Swiss Agency for Development and Cooperation (SDC) is part of the 
Federal Department of Foreign Affairs
© COSUDE, April 2010
Contents: Suzanne Mueller, Diego Mena, Stefan Gamper
Photography: Cooperation Office File, Dolores Ochoa, Juan Diego Pérez
Design and Layout: CROMIA 
Translation: Fidelis
Swiss Agency for Development and Cooperation (SDC)
Cooperation Office in Ecuador:
Elia Liut N45-10 y Telégrafo Primero
quito@sdc.net
www.phasingoutsdcecuador.info
3TABLE OF CONTENTS
1. Introduction  
2. The human face of Phasing Out: different actors, 
different perceptions
3. A brief outline of the  process:
3.1. Milestones
3.2. Charts                                             
4. Human resources management                                                                                  
5. Two core concepts: Sustainability and Knowledge 
Management           
6. Check list                                                                                                                           
7. Lessons to be learnt by SDC: a perspective of the 
Learning and Knowledge Processes Division (KLP)     
8. Virtual library                                                                                                                
i
4
5
13
13
19
22
25
31
33
35
4INTRODUCTION
1. Introduction
In 2006, after a review of its 
geographical and thematic portfolio 
worldwide, Switzerland decided to 
concentrate its efforts in order to 
increase the efficacy of its cooperation 
in other parts of the world, especially 
in Africa. In 2009, the bilateral 
cooperation programme came to a 
close after a 40- year stay in Ecuador. 
However, SDC will continue supporting 
this Andean country through 
multilateral cooperation, contributions 
to Swiss NGO programmes and 
humanitarian aid in case of natural 
disasters. 
In 2006, the cooperation office 
elaborated a programmatic plan for 
the phasing-out stage and officially 
announced the departure of SDC 
to its partner organizations and 
the Ecuadorian government. The 
plan stated that closure was to be 
responsible, creative, and required 
the multiplication of successful effects 
and the highest levels of impact 
and sustainability. It referred to the 
‘systematization of experiences’ –which 
is part of the application of knowledge 
management (KM)– as a way to transfer 
good practices to counterparts. In the 
following years, the cooperation office 
has nurtured such a plan with content 
and has established sustainability 
and KM as key themes throughout 
the programme and throughout its 
internal functioning. 
The capitalization of the Ecuadorian 
experience has been considered as a 
primary objective within the KM plan 
and the communication strategy. The 
main objective of this capitalization 
was to document the closure process 
and provide future cooperation offices 
with the appropriate steps and tools to 
be used in the closing stage.
Consequently, a practical document 
has been put together, which is divided 
into 7 parts: 
•  The human face of phasing out: 
testimonials of the closure process 
at three different levels, namely: 
the cooperation office (Coof), 
executing agencies and projects 
units.
•  A brief outline of the process: 
milestones and charts.
•    Human resources management
  
•  Two core concepts of phasing 
out: sustainability and knowledge 
management
•  Checklist for future phasing out 
processes
•  Lessons to be learnt by SDC: a 
perspective of the Learning and 
Knowledge Processes Division 
(KLP)
•  Virtual library containing the 
products elaborated by the 
coordination office, and useful 
instruments adjusted to the 
closure.
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2. The human face of Phasing 
Out: different people, different 
perceptions
In an effort to learn about the 
perceptions generated by the 
departure of SDC, since 2007 the Coof 
organized a series of workshops and 
interviews carried out independently 
Projects
Executing Agencies
Coof
Projects
Executing Agencies
Coof
1.- Reaction regarding 
the announcement of 
SDC’s departure from the 
country
2. - Actions undertaken in 
order to deal with the 
closure after the initial 
reaction
3.- Lessons learnt from 
the closure of SDC
4.- Suggestions to face a 
future closure of SDC in 
other countries
and directed at three different levels: 
project units, executing agencies and 
the Coof. During these events, the 
following matrix was used:
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Once this process was concluded, 
some of the people involved at these 
different levels were interviewed. 
During the interviews they offered 
their opinions and testimonials 
regarding the phasing-out process 
and expressed their perceptions on 
the risk of disempowerment of partner 
organizations during such a process.
The objective of these testimonials is 
to allow readers to draw their own 
conclusions and identify the lessons 
learnt throughout the process, based 
on the experiences shared by the 
participants themselves.
Phasing-Out Process Interview
 
1. What was your reaction/feeling 
when you heard the news of SDC’s 
departure?
2. When you communicated the 
news to your team, was there 
any reaction that caught your 
attention? Please, describe it.
3. What happened during the 
departure process? What 
happened afterwards? 
4. Was there any loss of confidence 
or was the morale of the team 
affected? 
5. How have you faced crises?
6. Did you perceive any sort of 
boomerang effect (sense of 
disempowerment) among the 
partner organizations?
7. Did you, your team or your project 
unit experience any special change 
during the departure process?
8. What message would you convey 
to Switzerland after this process?
9. What would you do differently?
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Galo Sánchez, National 
Programme Officer of SDC 
Ecuador until 2009
Looking at the process from an outside 
standpoint now, one’s perspective 
is different because opinions tend to 
be less balanced when one is inside. 
The news of SDC’s departure became 
official in 2006, but at the office we 
knew or had at least heard of the idea 
of closing the office since 2001. It was 
shocking, but there was a proactive 
response. Nothing could be done to 
avoid it, so we decided to do it well.
 
It was not in our hands to do 
something about the news, because 
it was a political decision. In fact, the 
topic could not be discussed before 
the news became official. Perhaps 
now, because I am not immersed in 
that reality anymore, it seems to me 
we could have been more helpful in 
the process of explaining the reasons 
for the departure. Maybe we should 
have done something, but that didn’t 
happen because the process was not 
participative. We were only informed 
of it. The decisions were all made by 
the Swiss. Perhaps it had to be that 
way. But why not conduct a workshop 
and be able to react or carry out a 
process alongside the government? 
Why not link a participative process 
to a sovereign decision? However, it 
is worth saying that during that time 
there was neither strong leadership 
in the government, nor a system of 
international cooperation.
After 2006, the news was received with 
acceptance. The National Programme 
Officers had the idea of being in good 
terms with the government and local 
actors, so the process was true to both 
the institution and the country. What 
does it mean to have a responsible 
closure? How to achieve a responsible 
departure? How to incorporate local 
actors? How to take on the themes? 
It was a mature and responsible 
process on the part of the people 
involved. Creativity was resorted to 
in order to render accounts as the 
office had planned. Flexibility was 
also useful. Programmatic planning 
was successful as a work frame. It was 
good to have general guidelines and 
be able to do something flexible and 
creative. 
The office realized that a closure 
process is a manifold activity. You 
have to keep working on what you 
used to work and, at the same time, 
you need to work on topics related 
exclusively to the departure process. 
It’s a double effort. We realized that 
the most important part was defining 
priorities. It was a motivating personal 
challenge to build this process. 
We lived a moment of change within 
the office, but we also lived the first 
years of SDC’s reorganization (REO). 
The REO did not have a big impact, 
but it left us out of SDC. I feel that 
the REO ignored the importance of 
the departure process in Ecuador 
and didn’t provide sufficient support. 
However, this feeling of being a bit 
neglected strengthened us because 
it made it a personal challenge. And 
there were very challenging themes, 
such as KM, impacts and sustainability. 
The lesson was to always believe in 
the country! 
The financial and administrative staff 
had to carry a lot of the weight of 
the phasing-out stage. What was our 
reaction? Disconfort. We also had to 
take on all the operational weight. 
However, it is true that phasing out 
is directly related with sensitive issues 
such as staff, budgeting and severance 
payments, which must be considered 
relevant.
I have to say that staff issues were 
addressed in a very professional way 
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as a top priority at the office, but the 
staff did not always take advantage 
of the training opportunities. It’s very 
clear to me that the labour market is 
rather strained at the moment and 
the possibilities of continuing with 
the development of my career seem 
limited. I think that once you are out, 
you value more the opportunities SDC 
offers. You realize that reality is totally 
different. The advantages we enjoyed 
while in the office are not available 
everywhere. The working environment 
is not the same in other institutions. 
The world of Swiss cooperation is 
unique and it is a high standard for 
comparisons; the quality of work, is 
one of a kind. It is a privilege to have 
worked in that world. Of course it is also 
fair to say that it was very demanding, 
so you do earn the privilege.
If we were to talk about certain 
moments when morale was low 
during the process, I would say there 
were a couple: I realized that partner 
organizations would say ‘yes’ to 
everything, but it was not an honest 
‘yes’. Institutions wanted to look 
for other sources of financing, they 
weren’t that interested in the departure 
process, and this was disappointing. 
Also, since the departure was 
imminent, it was difficult to think about 
the future. Thinking about it was hard 
and experiencing it was even harder.   
How to face this crisis? Management 
played a huge role in keeping things 
in order. The most sensitive issues were 
dealt with prudently. Whenever a crisis 
appeared, people said it was over 
anyway and called for acceptance. 
Why should we get all worked up if 
we’re leaving? But there were plenty 
of difficult moments related to the 
departure. The personalities of 
both, the Resident Director and the 
Administrative and Financial Director, 
were determined but not reactive. 
They managed things wisely.
I doubt there will be a boomerang effect 
(disempowerment) among partner 
organizations. On the contrary, people 
are looking for alternatives. They have 
not been discouraged. They want to 
show themselves and the rest of the 
world that they have the capabilities 
required to carry on. 
If we could do something differently, I 
believe I would make sure I promoted 
a participative process from the 
beginning, including the decision 
to leave, without surrendering the 
sovereignty implied in such decisions. 
I think it is worth it to carry out a 
participative process because it 
generates commitment among the 
actors. I don’t think I can find any 
argument that would make me leave 
the country. It is fragile and very weak. 
I don’t think I would implement a 
downsizing process. Considering the 
times ahead, I feel more human and 
financial resources will be needed, 
not less. Finally, I think heroic strategic 
decisions must be made, such as 
project merging or managing 15 
projects through 2 programmes. The 
financial resources would then be 
greater and two monitorings would 
be carried out, since a vision based 
on programmes rather than projects 
is better and facilitates a synergy with 
the government.
A departure process is completely 
different from a conventional 
development process. It requires 
flexibility, as well as heroic and 
fundamental decisions.
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1 Francisco Román has worked with SDC for over 30 years in an agricultural development 
project.
Francisco Román, Executive 
Director of the Ecuadorian Centre 
for Social Services (CESA)1 
SDC was an important factor for the 
partners and the commercialization 
project executed by CESA had 
generated long-term expectations.
Communication has been one of 
SDC´s achievements. The news of 
SDC´s departure came out early 
and we were already short of time. 
That is why several technical and 
administrative matters were adjusted. 
Partners were very understanding. 
They understood that the decision had 
come from the highest levels. Field 
expectations were reduced and there 
were dialogues with local partners to 
discuss the cuts in time and funding. 
Although the news was a hard blow 
for the institution, not only with 
regard to economic support, but to 
technical support as well. SDC gave 
a protagonist role to local actors 
through the coordination committees 
which can be seen as an example of 
construction and participation. The 
local actors had a close relation with 
SDC. Both institutions were handling 
long-term processes. There was an 
ongoing discussion regarding the 
role of SDC and local organizations. 
The project was for the organizations. 
In a seminar in Nicaragua, people 
from the Licto project (irrigation 
project) introduced themselves as 
SDC Ecuador, even though they were 
not employees of SDC. That sense 
of proximity generated trust; there 
was an SDC culture. SDC supported 
the strengthening of individual and 
institutional capabilities until the end.
Even though there was closure, there 
was no disempowerment, neither on 
our part, nor on that of our partners. 
As an institution, we looked to 
present other proposals. Finding new 
sources was not easy. Even resuming 
conversations with previous sources 
was difficult. Nevertheless, as a result 
of succesful negotiations, a project 
has finally been set up with a Spanish 
NGO called Manos Unidas (Joined 
Hands) and the European Union. 
The actors were not discouraged 
either. They were very aware of the 
closure process, and they worked 
towards making good use of SDC’s 
funds and the existing processes 
which have already begun to generate 
sustainability and empowerment for 
the long term. 
In the future, we will have to adapt to the 
new changes in the environment and 
to other cooperation institutions and 
we must look for new funding for the 
processes. SDC provided assistance on 
the fields of planning and monitoring, 
and facilitated the process. As a result, 
we gained capabilities in those fields. 
If I had to do something differently 
regarding this departure, it would be 
perhaps to negotiate the conditions 
for the management of financial 
resources; for instance, turning 
financial surplus into working capital 
to be invested in ongoing processes.
The Coof executed a carefully thought 
process. I think that people from 
the office in Quito should  provide 
guidance to other cooperation offices 
that find themselves in the middle of 
a similar process. It is important to 
remain flexible and to strengthen the 
institutions. The process involving 
water resources in Ecuador is an 
example of this strengthening thanks 
to SDC.
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Patricia Camacho, Andean 
Region Inter-cooperation (IC) 
Representative
There was a feeling of sadness when 
we got the news of SDC’s departure. It 
is a bit like taking an apple from a tree 
before it is fully ripened. There were 
a number of processes that could not 
be completed as originally planned. 
It would have been ideal to establish 
a differentiated and gradual closure 
process on a case by case basis. 
Despite this, there weren’t any dramas 
or complaints because there was still 
some time left. It was good that we 
were informed on time. In IC, there 
was a lot of interaction with the team 
in order to position our institutional 
know-how and offer it to everyone. 
New leverages were negotiated; 
for instance, the deal reached with 
the Balearic Islands for processes 
involving the National Council of 
Parish Committees (CONAJUPARE).
During the closure process, certain 
strategies had to be adapted in order 
to consolidate the departure. Our 
main concerns were: How to become 
institutionalized? How to capitalize on 
knowledge? Anyway, regional projects 
could continue and IC implemented 
its source diversification strategy. 
For example, we established links with 
New Zealand on the topic of highlands; 
with the Inter-American Development 
Bank (IDB) on the topic of Technology, 
Information and Communication 
(TIC) for peasant consortiums and for 
several consultancy jobs pertaining to 
the topic of water, etc. The difference 
was that they were not long term 
projects like those of SDC, but projects 
intended for two or three years.
In the future, the idea is to turn IC into 
a service company, or a centre with 
capabilities that will allow us to have 
an advantage with relation to other 
donors such as the European Union. 
We had already thought of this before 
the departure of SDC from Ecuador, 
so closure simply meant accelerating 
the implementation of this strategy. It 
was a catalyst.
It is important to say that the team 
has been able to take on the change. 
Their morale and confidence were not 
lost. They reflected upon change and 
reorganization. The idea was to always 
maintain the existing human resources. 
There was no disempowerment among 
local partners, perhaps due to the type 
of project it was and because we have 
been discussing the possibility for IC 
to remain as a partner. Additionally, 
the context was favourable because 
the new Constitution assigns a 
participative budget at local level. 
However, there has been too much 
uncertainty, especially with respect to 
job security, not only for IC but for 
the project staff as well. It is essential 
that the details of severance payments 
be clear. SDC could have been more 
accurate by directly consulting the 
Ministry of Labour instead of labour 
lawyers, since the Ministry is the ruling 
authority on the matter. 
It is important to say that we always 
found an open door at the cooperation 
office. There was always room to 
express ideas or make suggestions. 
This open door policy is important and 
it can be applied thanks to the people 
in charge, those who do the kind of 
work SDC does. Openness generates 
trust.
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Alfredo Cueva, Coordinator of the 
Chemical Products and Special 
Wastes Programme (PQDE)
It was a known fact that the project 
would come to an end because it was 
the last stage of the PQDE. However, 
we always had the expectation of 
preparing some other project or 
continue working. The news of SDC’s 
departure generated concern and a 
temporary drop in the team’s morale.
The impact was felt especially outside 
the team. People couldn’t believe 
it. There was a lot of concern in the 
municipalities which had only recently 
started to work with us during the last 
stage. That is why a deeper analysis 
was conducted in order to identify 
the diverse levels of cooperation 
corresponding to each municipality. 
In some cases they received very 
specific assistance while improvement 
plans were established in others. The 
new municipalities found it difficult 
to understand that a new stage was 
starting when the cooperation was 
ending. They hoped SDC would stay or 
the government would do something 
for SDC not to leave. It was only at the 
end that they realized SDC was really 
leaving. 
 
The morale of the team (14 people) 
was affected because they had 
expected to continue working with 
SDC through Fundación Natura 
(executing egency). Brown themes2 are 
not always interesting for cooperation 
organizations, and Fundación Natura 
closed one of 3 lines of action. 
Moreover, not all countries show 
interest in these themes and the 
government was not willing to lend its 
support to NGOs. 
In 2008 we carried out an internal 
workshop to analyze the possibility 
of setting up a company or investing 
training. It was concluded that starting 
a microenterprise could mean setting 
out on a risky venture and bringing 
forth an unnecessary competitor for 
Fundación Natura. So we turned to 
professional training and individual 
opportunities. 
During this process, there was a 
moment of crisis when it came to 
downsizing the team. Two of our 
experienced members left. Fundación 
Natura was also undergoing an 
internal restructuring process with the 
creation of a project management 
division, and so communication with 
SDC became more difficult as well. 
It was hard to get used to the newly 
created project management division 
and to SDC’s departure at the same 
time.
It is important to mention that there 
was no boomerang effect affecting 
partner organizations because the 
process was always very clear for 
municipalities and mayors. 
Switzerland developed a different 
kind of cooperation: one that was 
committed to the country and its 
grassroots organizations and was 
respectful of their national definitions. 
There were no hidden agendas and 
planning was always applied to long 
term themes. This enabled actors to 
influence public policy making. The 
achievements of SDC in Ecuador can 
be applied to other realities where 
they may be of use.
2 Environmental themes concerning chemical products, special wastes and pollution is-
sues
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Mirtha Corrella , Coordinator of 
the Coopfin Crear Project (Micro-
finance)
There was no disempowerment during 
this closure process. In our case, we 
have always handled yearly planning 
with our counterparts, so they are 
aware of yearly wrap-ups. Our project 
was moved ahead a year, and our initial 
reaction was to ask ourselves how to 
program for a shorter period of time. 
We planned this stage in accordance 
with the three years we still had left 
and we introduced shorter processes. 
With this in mind, closure implied 
innovation in planning. We created a 
capability development plan for small 
credit unions that involved helping these 
unions to improve their results after a 
diagnosis of their weaknesses in 4 areas 
in particular, namely: management, 
accounting, business (savings and loans) 
and customer service. Innovation meant 
not carrying out a traditional training, 
but instead introducing a Commitment 
Plan at the end of every workshop. 
This, in turn, entailed the use of certain 
dynamics that would make the process 
practical for executing agencies and 
counter parts. Follow-ups with partner 
organizations were periodical and direct. 
This provided a very positve context 
for the incorporation of this tool into 
the national micro-finance system. The 
training process was then adopted by 
the government.
In 2008, a transition plan was 
drafted with the purpose of creating a 
corporation, but the idea didn’t come up 
in response to SDC’s departure. It was 
actually born from one of the plan´s 
guidelines: the transference of know-
how to an existing or new institution 
which offered financial services. The 
team planned to provide training on 
the use of the tools available. That is 
how the Knowintech financial services 
corporation was born. We established a 
plan for the transition of the project to 
Knowintech, and each member of the 
team had a role in the creation of the 
corporation. 
In the future, the team will continue 
putting its professional expertise to the 
service of groups in need of priority 
assistance, as a way to maintain the 
legacy of the work and the project 
developed with Swisscontact. I cannot 
deny that there are difficulties such as the 
promotion of the project in the market 
and our relation with older institutions. 
Knowintech will have to adapt to the 
market. 
We had some difficult times during 
the process of facing the change. The 
hiring of Knowintech by SDC showed 
their commitment to the idea. Although 
Swisscontact offered to allow the team 
to stay in their offices, the team decided 
to become independent and set up their 
own office. We created our own identity 
and consolidated alliances with some 
members of other projects, so now we 
can count on them as human resource 
available on specific topics. 
As a general message, I’d like to say 
that cooperation institutions should be 
flexible in order to be able to adapt 
to local development processes. They 
should “tropicalize” themselves and 
work from within the dynamics of the 
country. SDC is a good example of this 
adaptation. 
However, SDC should think about 
presenting their policy for severance 
payments from the beginning of the 
projects. Hiring people by way of 
employment contracts is the best option 
because it ensures the employees all the 
benefits granted by law. Cooperation 
institutions should think about their 
people, about the beneficiaries, 
and the people working for those 
beneficiaries. This means applying the 
labour law of the country or complying 
with the minimal requirements of the 
International Labour Organization, and 
providing executing agencies with a 
clear policy regarding staff.
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3. A brief outline of the 
process  
3.1 Milestones
The present outline shows the 
operational and administrative aspects 
of the phasing-out process of SDC in 
Ecuador. It portrays the organization’s 
closure as it was carried out, focusing 
on the different processes, products 
and events involved. Some of 
these processes and products were 
planned for the long term, so they 
cannot always be clearly ascribed to 
a specific year. In those cases, either 
the duration of the process or the year 
the product was launched appears in 
parentheses. 
The tools and products listed in this 
record can be found in our virtual 
library.
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 OPERATIONAL ASPECTS ADMINISTRATIVE ASPECTS 
 Process / Key Moment Products/Events/Tools Process / Key Moment Products/Events/Tools 
• Planning for the phasing-out 
process 
• Programmatic planning of 
phasing-out process 2006–2009 
  
• Official communication about 
phasing-out process conveyed 
to counterparts: projects, 
government, international 
cooperation, etc.  
 
 
• ‘Sprachregelung’ 2006 (draft for 
an official message) 
 
 
• Administrative/financial 
planning of phasing-out 
process 2006–2010 
• Programmatic planning of 
phasing-out process 2006–2009 
Appendixes 2 and 3 
Remaining staff´s adapted
TORS
 
 
20
06
 
• Inclusion of phasing-out 
process into 2007  Operational 
Plan
 
 
• 2007 Operational Plan   • Internal workshop on change 
and employe departure
• Definition of principles for 
training and support directed 
to Human Resources (HR) to 
foster their professional 
future  
 
• Staff training manual
adjusted to phasing-out
principes
 
 
  
 
• Definition of Knowledge 
Management (KM)  
• Participatory process for the 
elaboration of a KM concept 
with headquarters (HQ), Coof
and local actors
 
 
• Workshop on KM with the 
participation of representatives 
from HQ
• KM concept (Annual Plan
2008) 
 
  
• Continuing efforts  to manage 
 team reductions (2007– 2009) 
• 20
07
 
 • Presentation on phasing-out 
process and its preliminary 
lessons at  HQ  in Bern and
at the Regional Seminar    
  
 OPERATIONAL ASPECTS ADMINISTRATIVE ASPECTS 
 Process / Key Moment Products/Events/Tools Process / Key Moment Products/Events/Tools 
  • Legal advice on risks related 
to contract termination  
• Revision of project staff 
contracts with an aim at 
adjusting them to Ecuadorian 
legal requirements  
• Staff contracts adjusted to
local law
Severance-pay criteria for staff
on established projects that
have been submitted (200)
• 
• Definition process: what do
responsible closure and 
sustainability mean?   
• Workshops on sustainability 
within the Coof, with the
 participation of project units
and executing agencies: 
post-2009 scenarios 
• Last audit on phasing-out
process carried out by HQ
• Audit Report (2008) 
 
• Adapting  2008 Annual Plan to
phasing out priorities such as 
sustainability and KM 
• Development of the monitoring 
system for the phasing-out 
process
• Annual Plan 2008  with priority
themes 
 
• Monitoring system for the
phasing-out process (there is
still room improvement)
• Budget adjustment in
accordance with 2008 Annual
Plan
• 30- month loan requested by
Coof (2008-June 2010)
• Delineation of communication 
and KM strategy (2008–2009): 
definition of objectives, 
products, events adjusted to
different audiences and budget
• Ownership and Socialization of 
the KM concept  
 
• Communication strategy 
(included in 2009 Annual
Plan)
 
• KM Workshops: story telling and 
network methods   
• Planning of administrative and 
financial closure, in close 
collaboration with HQ  
• Administrative/financial 
workshop with project units and 
institutions  
• Closure schedule for project 
units and executing agencies:
projects were asked to present 
their closure plans, 
donation/training proposals and 
severance-payment plans 2
00
8
• Developing the accountability 
study: effects/impacts, lessons 
learnt and particularities of 
SDC in Ecuador 
• Field studies on 6 themes 
 
• Design of accountability study
(methodology and tools) 
• Workshop: validation of 
methodology and presentations 
on SDC´s 40 years of cooperation
in Ecuador, in different contexts
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 OPERATIONAL ASPECTS ADMINISTRATIVE ASPECTS 
 Process / Key Moment Products/Events/Tools Process / Key Moment Products/Events/Tools 
• Biannual monitoring of 
phasing-out process on all 
projects (2008–2009) 
 
• Updated monitoring system   
• Definition of principles for 
donations of goods and funds 
(2008–2009) 
• Document on criteria    
• Agreement not to reduce the
office space until 2009 in spite
of staff reductions
• Research on handling
archives  and IT connexions 
with HQ 
• Personal files handed to
collaborators;  copies sent to
Embassy 
• Specific list of files to be  sent
to HQ or to be destroyed: Coof 
criteria
• Smallnet was no option, we kept 
the same system 
 
 • How to get future jobs for 
Coof and project staff?  
• Workshop on competency 
balance directed to the Coof
and project units; report
• Most of the projects worked on
systematization or external 
evaluations  
• Accountability Report on SDC´s
40 years of cooperation in
Ecuador: effects/impacts,
lessons learnt, particularities of
SDC and lesson learnt of
phasing-out process
 
• Sustainability analysis for all
processes development by
project units (results, effects,
impacts - succes and failure
factors of each project)
• Several systematizations and 
final evaluations/assessment 
• Accountability 1969 - 2009: 
short document for annual 
presentation in SDC 
 
 
 
• Final document on sustainability
of all projects untill 2009
 
• Preparation for donation:  
- Nationalization of vehicles  
(2009–2010) 
- Project and Coof inventory of 
goods for donation or sale (in 
some cases) 
 
• Donation acts  
• Call for tenders: vehicles and 
goods  
    
20
09
• Closure of all national projects  • Final meetings of Steering 
Committee  
• P
September
reliminary audits until  
 
• Terms of reference adjusted to  
 phasing out audits
• Preliminary audit reports  
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A BRIEF OUTLINE OF THE PROCESS  
 OPERATIONAL ASPECTS ADMINISTRATIVE ASPECTS 
 Process / Key Moment Products/Events/Tools Process / Key Moment Products/Events/Tools 
 
• Implementation of 
communication strategy 
• Accountability report: “Local 
Actors: the true protagonist of 
their own development” 
• Institutional history book: 
“Great Stories Written Step 
by Step”
 
• Video: “Story of a journey”
• Fairs/Forum: celebrate results
and render homage to local
actors; sistematization
• National Closure event in 
Historical Downtown of Quito  
 
• Office takedown: complete 
dismantling of the Coof. 
Deciding what to throw away,
keep, move, or destroy.
(Process took longer than 
throught)
  
 
 
• Final meeting of Joint 
Committee between 
Switzerland (HQ, Embassy, 
Coof ) and Ecuador (Foreign 
Affairs Ministry, Ecuadorian 
Agency for Development and 
Cooperation): accountability 
report and process 
sustainability 
• Request for publication in   
official gazette
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 OPERATIONAL ASPECTS ADMINISTRATIVE ASPECTS 
 Process / Key Moment Products/Events/Tools Process / Key Moment Products/Events/Tools 
20
10
• Review of operational reports 
 
• Humanitarian aid: 
- On- going negotiation with the 
  Government for Humanitarian
 Aid in case of emergency 
- Handing over of humanitarian  
  task to Embassy: focal point
 
 
 
 
• Exchange with Coof Lima and 
other international agencies 
(USAID) to capitalize on 
experience
 
• Final touches to phasing-out
document through intense
exchange between KLP
division and Coof + translation 
• Translation of the main
accountability report
(summary) 
• Creation of phasing-out link on 
a regional platform (ASOCAM) 
• Handing over of regional 
projects to  another Coof (follow  
up) 
• Final operational reports  
on final phase
• Humanitarian Aid Agreement
update
 
 
• TORS for focal point (to be 
discussed) 
• Embassy officer to be
integrated into the regional 
humanitarian group  
 
• Workshops in Lima with the
participation of Country Director 
+ ex workers from Ecuador 
• Flip book in English 
 
 
 
 
• Accountability report: 40 years
(English version)
 
• www.phasingoutsdcecuador.info 
 
 
• Memorandum of understanding 
with the Government 
• Office move to a national
NGO´s building reorganizing
the office in a reduced space
 
 
• Final auditing of projects and
Coof: meeting among agencies,
Coof and audit firms
 
• Financial closure; at the end 
the Coof is managed with 
cash only
 
 
 
• Administrative closure: 
Handing over of office 
space and country director´s
home residence 
 
 
 
 
 
• A few  elements to sort out at 
the end of June (the closure): 
last donations of the remaining 
goods and the last vehicle 
(including insurance)  
• Final audit reports + closure 
agreement with agencies 
 
 
• BMA + final financial reports 
• Closing of local bank accounts 
• Embassy will cancel Coof´s 
tax Registation
• Liquidation of petty cash fund
 
• Final settlements  with staff 
• All contracts closed (journals,
web dominium, mobile phone
service, hospital contracts...)
• Memorandum of understanding 
with landlords
• Certificates issued to 
consultants and agencies
• Staff files handed over to the
Embassy
• Last VSI (staff insurance) report 
sent to HQ
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ADMINISTRATION AND FINANCE
3.2 Charts
2008 2009 2010
Sept.
Taxes registered 
in expenses
(II semester 2009)
HQ approval
In case of Delay:
Taxes compensation
with overhead
HQ approval
2007-2008
Planning of 
Admin./Fin. 
closure with 
projects
Coof/HQ
Agenda
Closure
Funds Inventary: 
Destination of 
funds approuved in 
Steering 
commitess
Anticipated 
liquidation of 
projects 
(no more contracts)
Preliminary 
Audits by 
Sep. with TORs 
adapted
Last audits
Last finance reports
Closure of the 
Official Tax 
Registry Number of 
the Coof
Bank
account
closure
Workshop with 
projects with 
+ executing 
agencies
Ecuador Coof +
Perú Coof
Principles for the 
Donation of 
Vehicles, Goods & 
Funds
Coof. Agreement
to move to a 
national NGO 
on 2010
Definition of where 
to send the 
archives: Federal 
archives / HQ
Donation
Proposals
Decision between 
smallnet system 
or the same IT 
system in 2010
Agreement with 
the owner of the 
Coof office for 
termination of 
contract
Coof: decide 
donation 
propositions + 
start vehicules
nationalization
Last joint commitee 
with the gover-
ment: 2010 
closure process+ 
in Official Gazette
Taking 
down the 
Coof with 
the staff
Hand 
over
Coof 
Office
Coof moves
to NGO 
(logistics + 
transport)
IT
 installation
Closure 
agreements 
with executing 
agencies
End of 
nationalizacion 
process (last 
vehicle on 2010)
Take
down 
Coof
Last donation
of goods &
vehicle
Finance
Administration + Logistic
Donations
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CREATING TEAM MOMENTS:  LUNCH,  COFFEE BREAKS .  .  .  
HUMAN RESOURCES
2006 2007
Workshop: 
Change 
Management: 
Core staff 
until 2009 
Severance-
payment
criteria
Programmatic 
Planning: Staff 
Reduction
Farewell
Event 
Fare well
 event
Project visit 
and outdoor 
activity with 
Coof team
Forum/fair in
 the field: render 
homage + 
celebration of 
success
New 
small office 
in a 
national 
NGO
National closure 
event in a convent 
with project and 
agency staff + 
Coof acountability 
reporting and 
celebration
Workshop on 
competence 
balance for Coof 
+ project staff
Outdoor 
Teambuilding 
workshop 
to improve 
Communication/
Morale
Principles for 
training 
and support 
directed 
to HR
Annoucement
who is being 
let go
2 operational staff 
members leave.
Remaining staff´s 
adapted TORS
Change  
chauffeur 
according to  
new TORS
Severance 
Settlement 
with 6 staff 
members 
with lawyer
Severance 
Settlement 
with 2 national 
staff members
3 staff members remain
- 1 day per week: logistic help
- 1 part-time financial advisor
Staff 
Evaluation
 (MAP)
Feedback to
coordinatior
+ MAP
Change of 
financial advisor 
(part time, Swiss). 
Remaining staff´s 
adapted TORS
Feedback to
coordinator
+ MAP
Last ritual:
cleaning up 
together with 
the full team
Team 
dinner in 
intimate 
atmosphere
Mountain 
climbing 
(Cotopaxi): 
idea of 
achievement
1 operational
swiss staff 
member leaves.
Remaining staff´s 
adapted TORS
Change 
accountant.
Full time to 
part time new 
accountant
- Reduction from 
100% to 50%
(In 2006 it was 
planned to 
eliminate this 
position)
2008 20102009 JUNE
Evaluation + Feedback coordinator
Facts / Milestones
Events / Rituals
Farewell
Event 
Farewell
Event 
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KNOWLEGE MANAGEMENT 
(KM)
SUSTAINABILITY
(SUST.)
2005 2007
Mar. Aug.
Jun.
20082006 2009 2010
SDC
Strategy 
Review
Decision:
Closure
Program
Ecuador
Sustainability
as a
priority
“Planificación
Programática
2006-2009”
KM
as a 
priority
Elaboration of 
monitoring system 
with core 
principles: 
Sust. /KM
KM division from 
HQ presents
State of the 
art of KM &
Socialization with 
Coof + Projects
Oct.
Coof:
How to mesure
Accountability?
Effects/Impacts?
Project Units:
Include KM in their 
Annual Plans with 
adjusted budget
Coof phasing out 
link on ASOCAM 
regional Platform
www.phasingoutsdc
ecuador.info
Phasing-out 
experience 
document 
Coof + KM
 division
Feb. March Dec. Sept.
Communication 
strategy (Products/
Audiences/Timing)
Socialization + 
Ownership KM 
Concept within 
Coof + Projects
Elaboration 
of the KM 
concept:
Objetives:
1. Accountability
2. Capitalization of lessons learnt
3. Institutional learning
Research & 
reflexion on the 
Sust. Concept 
within Coof
Jul.
Socialization
with
Project Units
Sep.
Workshop with 
project units:
scenarios
Oct.
Adapt Annual Plan 
to sust. concepts 
within Coof & 
KM Coof + 
Project Units
- On-going 
monitoring 
(sustainability)
- Mid-year 
review within 
projects´ steering 
commitees 
Last steering 
committees 
with project 
units 
focus on 
sustainability
A BRIEF OUTLINE OF THE PROCESS  
Method: 
selection of 
study issues / 
themes +
budget
Study team - Coof 
chose content:
- Effects/Impacts
- Lessons Learnt
- Particularities
First
Draft
Report
Accountability Report
Regional 
Communication & 
Media Seminar
Elaboration of Communication Strategy (Products / Audiences / Timing)
Projects are systematizing their experiences
Socialization + Ownership of KM concept within Coof
Worshop Coof + 
Project Units´
KM methods
Networks:  yahoo group +
       on-going project networks 
        
Local Level:
- Forum/Fair
- Video “40 years”
- Story book
Accountability
Accountability
Celebration
40 years!
Render
homage to
local
actors
National Level:
- Accountability 
report
- Closure event
Dec.
Joint committee 
with Goverment + 
Coof + Projects + 
executing agencies
Focus on 
sustainabibility: 
- effect/impacts
- post -2009 
scenarios
Sustainability
Knowledge Management
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4. Human Resources Management 
4.1 Our principles
• Our staff was given high priority 
throughout the phasing-out 
process and was assured a 
responsible departure through 
high-quality products and results.
• Phasing-out was understood as 
an organizational development 
process, and so the Coof aimed 
at integrating the whole staff into 
it: the idea was for the people 
involved to become co-owners 
of their  process. This principle 
allowed for trust-building and 
enabled the staff to feel informed 
and committed. All employees 
were thus able to contribute to 
the objective of sustainability from 
their own positions. 
• On January 31st, 2007, an 
internal workshop on the values 
and principles to be reinforced 
during this departure phase was 
organized. The team chose four 
values: respect, participation, 
loyalty and creativity. The first 
value was the most voted, while 
the following three had similar 
scores. In accordance with the 
methodology named “Chart V”, 
the most voted value –respect– 
was defined by the following 
words: inclusion, courtesy, honesty, 
acceptance, care, identification, 
rules, attention, and perception. 
4.2 Our everlasting objective 
All through this phase-out stage, we 
constantly aimed at answering this 
question: 
“What can we do in order not to lose 
trust/motivation/energy?” A clear 
objective was revealed in  the process: 
preserving motivation while respecting 
the values determined by the team. 
When it comes to motivating a team, 
management needs to “walk the talk”. 
In other words, the person in charge 
must become a role model for others 
to follow. 
HUMAN RESOURCES MANAGEMENT
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4.3 How we did it
Office Staff Project Staff
•  The team was provided with transparent 
information 
•  P lanned severance was  oppor tune ly  
announced to the staff, so they could prepare 
through rituals that incorporated positive 
messages 
•  We thought of financial and other types of  
incentives for key staff to stay until the end 
•  Phase out was carried out in a  very 
personalized way with every employee, in 
order to analyze their personal and 
professional projects and determine how the 
Coof could support them 
•  Training policies were adjusted so each 
person’s professional projects could be 
backed, in accordance with the existing 
possibilities and limitations 
•  Information on severance packages was 
transparently disclosed 
•  We kept staff motivation in check on a daily 
basis by sharing activities, such as spending 
time outside the office, going out for coffee or 
lunch, etc., so as to get a feel of people’s 
morale
•  We  promoted key moments  through 
workshops: teambuilding, team field trips, etc.
•  We planned for decisive moments to take place, 
namely: staff performance evaluations (MAP) and 
supervisor performance evaluations by staff
•  A workshop on competency balance was organized with the purpose of identifying each person’s 
competencies and developing professional plans in the future 
•  We paid homage to local actors through festive events, such as forums or fairs
•  We organized a proper closing event so as to establish the decisive closure of SDC and preserve its 
image the end
In Ecuador, project staff was hired by executing 
parties agencies
• We controlled and, where necessary, 
adjusted contracts to the country’s legal 
requirements, for project staff to receive 
their severance payments/bonuses in 
accordance with seniority, as prescribed by 
local laws
 
• Training programs were approved in line 
with each project’s budget 
Office Staff and Project Staff
HUMAN RESOURCES MANAGEMENT
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4.4 Recommendations for 
Management
• Work load and staff needs must 
be analysed. As per the experience 
drawn from the CORQUI project, a 
phasing-out process is not lineal. It 
generates tasks and responsibilities 
which are additional to usual office 
work.
 
• The possibility of a staff coaching 
process must be considered.
• The staff’s culture and the 
personalities of its members must 
be understood.
• Contracts subscribed with executing 
agencies must be analyzed in 
order to minimize the risk of legal 
suits against SDC.
 
• A lawyer firm specialized on 
labour law as well as the labour 
authorities should always be 
consulted in order to ensure that 
phasing out goes in accordance 
with local laws. 
• The creation of “taboo” topics 
(salary, severance payments, staff 
departures, etc.) must be avoided 
and they must be dealt with frankly 
and transparently.
• We must be proud of what we have 
achieved and make the moment a 
celebration rather than a funeral. 
Celebrate achievements.
• There must be flexibility regarding 
staff demands, but there must also 
be limits. That is why clear principles 
and rules must be established. 
• Staff evaluations (MAPs) as well 
as feedback for direction must be 
capitalized on so that they may 
be used as tools to improve one’s 
management style. 
• Frustration should be accepted 
and endured since a phasing-out 
process is comprised of highs and 
lows.
• Moments for information/
discussion/exchange must be 
planned with the project’s staff. 
HUMAN RESOURCES MANAGEMENT
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5. Two core concepts: 
Sustainability and Knowledge 
Management  
TWO CORE CONCEPTS: SUSTAINABILITY AND KNOWLEDGE MANAGEMENT  
Sustainability
In view of the closure of the bilateral 
program in late 2009, SDC’s office 
in Ecuador considered it necessary to 
analyze themes of such relevance as 
sustainability more in depth, so that 
some criteria may be incorporated into 
the phasing-out process of both the 
general programme and individual 
projects.  
Conceptually speaking, we could 
say there is not a single definition 
of sustainability, but many which 
emphasize each one of its dimensions. 
According to SDC’s “paper state of 
the art”, there has been nothing new 
since the Earth Summit in 1992, which 
consecrated the concept of Sustainable 
Development. 
Nonetheless, sustainability can be 
analyzed at two levels: 
• Global sustainability, as a 
responsibility of society and 
government
• Sustainability with relation to the 
effects and impacts of development 
projects 
Generating questions: How 
can we land?  
Our answers Comment
What should be sustained? Processes, effects/impacts, 
tools, organizations...
Answers may vary, 
depending on 
both the process 
and the context
Who has to sustain it? Local actors, local or 
national governments...
How much does it cost?
Who must finance it?
It depends on the project
For how long? It depends on the project
From the concept to an operational strategy
Unlike processes, 
projects and 
programmes must 
not be sustained. 
By definition, they 
have a begining 
and an end.
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TWO CORE CONCEPTS: SUSTAINABILITY AND KNOWLEDGE MANAGEMENT  
Considering its process of departure 
from the country and its intention to do 
it responsibly, SDC’s Office in Ecuador 
conceived the sustainability theme as 
consisting of three stages: 
1.  2007: A series of workshops was 
organized with support from an 
external consultant in order for 
participants to reflect on the theme 
and find concrete solutions for 
different scenarios/courses of action 
that might take place after 2009. To 
this end, the project units were asked 
to propose post-2009 scenarios, 
which were included in the Annual 
Plans, along with an adjusted 
budget.
2.  2008: SDC adjusted its POAs to be 
consistent with the theme and sub-
themes of sustainability 
3. 2009: SDC undertook a final 
consultancy on the theme of 
sustainability with an aim at 
identifying the products, processes 
and knowledge to be preserved in 
each project unit after 2009, as well 
as critical success/failure factors. 
First Stage: Workshops 
Internal workshop, June 15th 2007
The internal workshop’s objective was 
to reflect on the concept of sustainability 
and set guidelines leading to 
identify concrete actions towards the 
incorporation of sustainability into 
SDC’s themes.  This concept was 
presented to the heads of project units 
and executing agencies in order to get 
their feedback and help them prepare 
their post-2009 scenarios (including 
projects, products and synergies).
 
*Find final report in the Virtual Library
Workshop with the participation of 
counterparts, September 12th and 
13th, 2007
This workshop was carried out with 
project units, actors, and social 
institutions. Its goal was to identify 
specific courses of action leading to 
sustainability in each project. The 
annual plans and budget were adapted 
to this concept of sustainability. 
*Find final report in the Virtual Library
Presentations:
•  Brown Projects3: CALIDAD DEL 
AIRE, PQDE, REDEMI
• Production Projects: CONPAPA, 
COOPFIN/CREAR, LICTO, PDDL, 
PODER, RETO RURAL 
• Green Projects4: BIOANDES, 
CAMAREN, CONDOR 1, 
CONDOR 2, ECOBONA
Presentations on all projects are 
available in the Virtual Library.
2nd Stage: Adjustment of POA
Since 2008, the Coof has adjusted its 
POAs to a sustainability concept. The 
key themes that helped to achieve this 
were: 
a) Effects/impacts – Identification of 
effects/impacts on implemented 
projects.
b) Institutional consolidation – 
In response to the need for a 
structure suited to changes in the 
environment, conducive to efficient 
and effective processes and a 
functional financial system.
3 Environmental projects concerning chemical products, special wastes and pollution is-
sues.
4 Environmental projects concerning biodiversity.
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c) Empowerment – Actors have 
access to information and 
knowledge, they participate and 
have control over decision making 
and rendering of accounts.
d) Development of capabilities 
– Individual capabilities and 
regulations adjusted to the 
environment are encouraged; 
practices are incorporated into 
community networks; institutions 
(ministries or local governments) 
make those capabilities, 
regulations and practices their 
own.
e) Institutionalization of practices 
and processes – Beneficiaries’ 
ownership of the projects’ 
themes within their daily activities 
and experiences; design of 
regulations that gather such issues 
into institutional curriculums; 
prioritization of themes within 
institutional plans; assignation of 
financial resources and human 
talent for the execution of those 
plans. 
f) Alignment within local, national 
and regional processes – Proposals 
from the Coof and its project 
units are incorporated as part of 
national and local processes. 
g) Effects on public policies – The 
development of local and national 
actors’ skills to influence on a 
change of rules in favour of their 
interests has been encouraged.
h) Knowledge Management – 
Systematization, dissemination, 
strategies and tools, learning 
communities, dialogues 
on knowledge. Scaling up: 
methodologies, replication of 
experiences.
i) Synergies among projects, local 
governments and other actors 
– POAs reflect both synergies 
and the budget. Exploitation 
of administrative and financial 
resources. Co-financing among 
local, national and regional 
organizations.
3rd Stage: Final consultancy on the 
theme of Sustainability
The final consultancy offers a global 
vision –as well as a synthetic and 
schematic one– of the sustainability 
level of the achievements resulting 
from interventions carried out through 
projects supported by SDC Ecuador in 
its phasing-out stage. It was the result 
of the interviews applied to project 
coordinators and representatives 
from executing agencies, and it was 
specifically focused on the most 
relevant results, effects and impacts of 
our intervention
It is comprised of a short report that 
provides a global and consolidated 
vision of the phasing-out program and 
fourteen matrices, one per project, 
each of which describes the products, 
processes and knowledge networks 
created by its corresponding project. 
Each matrix also categorizes those 
products, processes and knowledge 
networks at different levels of 
intervention: macro (Ma), meso (Me), 
and micro (Mi); it establishes a degree 
of sustainability by means of a value 
scale ranging from 1 to 5, where 1 
means “sustainability at risk” and 
5 means “optimum sustainability”; 
and it points out success factors of 
the intervention, as well as critical 
factors, if there should be any, for 
each project. 
*Find final report in the Virtual Library
*Find project matrices in the Virtual 
Library
TWO CORE CONCEPTS: SUSTAINABILITY AND KNOWLEDGE MANAGEMENT  
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Knowledge Management
During the departure stage, the 
Coof realized that, whilst Knowledge 
Management (KM) was a key element 
in SDC’s project design and many 
projects counted on systematization 
pro-ducts and capitalization of 
experiences, there was not a full 
understanding of the concept and 
people did not really know how to put 
it into practice. 
The Coof has conceived this theme as 
consisting of 3 stages:
1. 2007 kick off: the creation of a 
concept in cooperation with the 
KM division/Desk. The kick off 
included a work shop, a field visit 
from KM division and a consultancy 
in order to create a matrix. 
2. 2008 ownership and socialization: 
feedback on the concept from 
project units and institutions. 
3. 2009 communication strategy 
development: communication pro-
ducts adjusted to the audiences.
1st Stage: Construction of the KM 
concept
In view of SDC’s departure from 
Ecuador, a concept for the management 
of knowledge was elaborated between 
2007 and 2009 (see Virtual Library). 
Such a concept had 3 objectives: 
accountability reporting, capitalization 
on theme learning, and institutional 
capitalization. It was the product of 
exchanges and consultations directed 
to different national counterparts 
–executing agencies, ministries, actors 
from local governments, project 
beneficiaries, and other cooperation 
agencies– and headquarters.
The KM plan was nurtured by the 
following principles:
• Keep a “light” program; in other 
words, a realistic program in 
accordance with the office’s 
operational capacity, which was 
being gradually reduced.
• Avoid duplications, while 
capitalizing on the projects’ most 
powerful moments.
• Generate an added value for 
development actors –public 
institutions at different levels, 
decision-makers, NGOs, social 
organizations, and other cooperation 
agencies–, and contribute with 
guiding parameters to improve 
practices. 
• Uphold those themes where 
SDC has accumulated plenty 
of experience and which are of 
interest to the country. 
Additionally, the Coof identified 
4 key themes within the national 
context –water, professional training, 
microfinance, and governance– with 
the intention of capitalizing on learning 
experiences through international 
workshops.
2nd Stage: Feedback process with 
project units and institutions
In order to achieve ownership of the KM 
concept within the Coof and the executing 
agencies, we organized a workshop with 
an international consultant. 
* Find a memoir of the workshop in 
the Virtual Library
An Inter-Learning Virtual Network (IVN) 
–which is available at a Yahoo Group 
link: http://mx.groups.yahoo.com/gro-
up/corqui/– was also developed as 
a result of the workshop. Initially, this 
initiative did not work out as desired, 
since there was no real interest in setting 
up a new network: every institution had 
already established theme networks with 
other partner offices, which was useful to 
them (see sustainability matrices on every 
product’s network). It was IVN’s objective 
to foster a learning process among all 
TWO CORE CONCEPTS: SUSTAINABILITY AND KNOWLEDGE MANAGEMENT  
Identifying milestones 
as an institutional 
memory
Presenting to the 
actors the different 
effects/impacts of 
the intervention
Pinpointing and 
socializing lessons 
learnt and  good/ 
bad practices
Leaving useful tools 
and products for 
other institutions or 
actors
Our definition of
Accountability
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the actors involved in SDC’s departure 
from Ecuador, in order to consolidate 
the knowledge that had been generated 
up until that moment. 
3rd Stage: Creation of a 
communication strategy through 
different products 
Later on, based on the concept of 
KM and the regional workshop on 
communication held in Bolivia in 2008, 
the Coof elaborated a communication 
and KM strategy with three objectives: 
render accounts to different actors, 
safeguard SDC’s image upon 
departure, and capitalize on learning 
experiences. The following are 
products derived from this strategy:  
Local Actors: The true protagonists 
of their own development 
(December 2009). This seven-
volume book –an accountability report 
on effects/impacts, lessons learnt, and 
particularities of SDC’s program in 
Ecuador– is directed to an audience 
looking for detailed information and 
technical contents on SDC’s work in 
the country. It includes a Flip Book 
on all fundamental consultancy 
assignments carried out. 
Great Stories Written Step by 
Step (September 2009). This 
book –which resulted from a study on 
effects/impacts directed to the general 
public– is considered a practical and 
appealing product because it imprints 
the reader’s mind with the most 
important changes and contributions 
achieved by SDC in the country 
through story-telling.
 
Forum/Fair (September 2009). 
This event marked SDC’s office 
closure locally with a celebration 
of its 40-year presence in the 
country. Through it, both SDC and 
local actors reported on the results 
of their work and paid homage to 
partner organizations. The event, 
which took place in two cities in 
the Andean Region, was of great 
relevance since it was the only one 
that directly reached the locations 
where SDC developed its program. 
Final closure event (December 
2009). This ceremony –a formal event 
that allowed for SDC’s contribution 
to be promulgated– marked the 
conclusion of SDC’s work after a 40-
year period in Ecuador. A photography 
exhibition was displayed and keepsake 
postcards depicting SDC’s work in the 
country were given away.    
The story of a journey (September 
2009). This film was targeted for 
national and international audiences, 
who could, in a few minutes, 
visualize SDC’s legacy to the country 
in a testimonial and documentary 
fashion. Its projection was therefore 
appropriate at forums/fairs and the 
closure event.
SDC Ecuador Phasing-Out – 
Program Closure Experience 
(June 2010). A practical guide on 
the closure process intended for other 
offices or agencies. 
The different project units concluded 
by developing products aimed at the 
capitalization of learning experiences. 
This allowed for the consolidation 
of knowledge, as well as for 
contributions to development efforts 
through both knowledge and lessons 
learnt by way of experience. The Coof 
has collected these systematizations 
and incorporated them into a virtual 
library, which also introduces other 
outstanding products developed by 
SDC in   Ecuador. 
Additionally, the Coof organized 
a final workshop on the theme 
of networks with the purpose of 
analyzing the difficulties and success 
TWO CORE CONCEPTS: SUSTAINABILITY AND KNOWLEDGE MANAGEMENT  
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factors of working in networks and the 
post-2009 perspective. The workshop 
was lead by the ASOCAM platform of 
Intercooperation, which has a wide 
experience in knowledge management 
in the Andean region.   
Finally, the KM ASOCAM platform was 
taken advantage of  in order to upload 
all the information available on SDC 
Ecuador’s phasing-out process.
 
TWO CORE CONCEPTS: SUSTAINABILITY AND KNOWLEDGE MANAGEMENT  
31
6. Checklist 
The following checklist is a guide 
that contains parameters and 
recommendations for planning 
and executing an SDC program 
phasing-out process. It should not 
be understood as a rigid tool or an 
attempt by SDC to establish a fixed 
policy. Rather, it is an example based 
on SDC’s closure in Ecuador and the 
lessons learnt from that process.
PHASING OUT EXPERIENCE Check 
Office Staff and Project Staff
•  Focus, from the very beginning, on sustaining the effects and impacts generated by the cooperation on: public 
policy, the strengthening of institutional capabilities and KM. Specify the definition of sustainability through 
participation, in consort with the different project units, and guide the program in that direction.
•  Define what a “responsible” and “sustainable” phasing-out process means for every country, depending on its 
context, and define the profile and visibility SDC wants to project. 
•  Carry out a project portfolio analysis as soon as the phasing-out process planning begins. This will facilitate the 
identification of opportunities and risks related to each project –which may differ for “mature” projects vs. “less 
mature” ones. Elaborate plans to generate synergies and coordination and look for project-merger possibilities in 
order to broaden the projects’ scope and enable greater effects/impacts.  
•  Adjust the POAs for both the office and the project units to sustainability and KM priorities. 
•  Carefully calculate HR investments. Reduce, maintain, or increase staff and/or budget, if there is the need to take 
measures that were not originally contemplated and are specifically linked to the phasing-out process. 
•  Set goals and procedures in writing and supervise them regularly during the phasing-out process by means of an 
adequate monitoring system adapted to the office’s needs. 
•  Elaborate a clearly defined KM concept and communication strategy and devise related products adjusted to 
different audiences.
•  Forecast funding needs for all KM and sustainability activities: workshops, products, events, consultancy, etc. 
•  Establish a flexible budgeting framework (‘rollende Planung’). 
•  Prepare a micro-action fund, which is intended to be a flexible tool to act in response to demands from the 
government and civil society sectors. 
•  Define the contents of final reports and the need for external final audits. 
•  Elaborate a visual outline showing the most powerful moments and deadlines (for operational, administrative and 
financial areas) 
•  Send written communication on closure (‘Sprachregelung’), with solid arguments (hard facts, not soft facts), to all 
partner organizations and the government, in order to prevent misinterpretation risks. 
•  Make sure to provide spaces for exchange for the off ice and project  uni ts ’  s taf f  af ter del iver ing 
phasing-out news
 •  Maintain proactive and uniform communications with other Swiss development actors in situ –the embassy, Swiss 
NGOs, SECO, etc– and develop all necessary adjustments for SDC’s departure. 
•  Elaborate a communication strategy with a positive message and a KM concept conveyed through different products 
targeted for different audiences.
PLANNING AND EXECUTION OF THE PHASING-OUT PROCESS
COMMUNICATIONS THROUGHOUT THE PHASING-OUT PROCESS
•  Maintain a clear and transparent communication with staff. 
•  Create incentives for the staff and support post-phasing out labour integration in accordance with the professional 
projections of all office collaborators.
•  Adapt the training plan to the departure process in order to motivate the people to pursue their professional 
projections.
•  Establish a plan B in case of unexpected departures of staff.
•  Get information from entity responsible for labour regulations regarding staff severance policies, in order to act 
HUMAN RESOURCES Check 
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PHASING OUT EXPERIENCE Check 
Office Staff and Project Staff
•  Focus, from the very beginning, on sustaining the effects and impacts generated by the cooperation on: public 
policy, the strengthening of institutional capabilities and KM. Specify the definition of sustainability through 
participation, in consort with the different project units, and guide the program in that direction.
•  Define what a “responsible” and “sustainable” phasing-out process means for every country, depending on its 
context, and define the profile and visibility SDC wants to project. 
•  Carry out a project portfolio analysis as soon as the phasing-out process planning begins. This will facilitate the 
identification of opportunities and risks related to each project –which may differ for “mature” projects vs. “less 
mature” ones. Elaborate plans to generate synergies and coordination and look for project-merger possibilities in 
order to broaden the projects’ scope and enable greater effects/impacts.  
•  Adjust the POAs for both the office and the project units to sustainability and KM priorities. 
•  Carefully calculate HR investments. Reduce, maintain, or increase staff and/or budget, if there is the need to take 
measures that were not originally contemplated and are specifically linked to the phasing-out process. 
•  Set goals and procedures in writing and supervise them regularly during the phasing-out process by means of an 
adequate monitoring system adapted to the office’s needs. 
•  Elaborate a clearly defined KM concept and communication strategy and devise related products adjusted to 
different audiences.
•  Forecast funding needs for all KM and sustainability activities: workshops, products, events, consultancy, etc. 
•  Establish a flexible budgeting framework (‘rollende Planung’). 
•  Prepare a micro-action fund, which is intended to be a flexible tool to act in response to demands from the 
government and civil society sectors. 
•  Define the contents of final reports and the need for external final audits. 
•  Elaborate a visual outline showing the most powerful moments and deadlines (for operational, administrative and 
financial areas) 
•  Send written communication on closure (‘Sprachregelung’), with solid arguments (hard facts, not soft facts), to all 
partner organizations and the government, in order to prevent misinterpretation risks. 
•  Make sure to provide spaces for exchange for the off ice and project  uni ts ’  s taf f  af ter del iver ing  
phasing-out news
 •  Maintain proactive and uniform communications with other Swiss development actors in situ –the embassy, Swiss 
NGOs, SECO, etc– and develop all necessary adjustments for SDC’s departure. 
•  Elaborate a communication strategy with a positive message and a KM concept conveyed through different products 
targeted for different audiences.
PLANNING AND EXECUTION OF THE PHASING-OUT PROCESS
COMMUNICATIONS THROUGHOUT THE PHASING-OUT PROCESS
•  Maintain a clear and transparent communication with staff. 
•  Create incentives for the staff and support post-phasing out labour integration in accordance with the professional 
projections of all office collaborators.
•  Adapt the training plan to the departure process in order to motivate the people to pursue their professional 
projections.
•  Establish a plan B in case of unexpected departures of staff.
•  Get information from entity responsible for labour regulations regarding staff severance policies, in order to act 
within the legal framework of the country and reduce legal liabilities.
•  Leave a backup of staff files in the Embassy in case they are needed in the future.
HUMAN RESOURCES
•  Carry out a close financial monitoring of the projects and the cooperation office, while adapting to the phasing out 
process and applying new disbursement principles to executing agencies, in accordance with real expenses.
•  Make financial planning more flexible; define areas with potential over-spending or under-spending needs. 
•  Clearly determine and communicate deadlines for the new financial commitments.
•  Determine if there is an exchange rate differential in the project budgets and define its use within the established 
plan.
FINANCIAL PARAMETERS
•  Include professional legal support timely (at the beginning of the process) in order to avoid the legal risks of phasing 
out.
•  Check all contracts and legal obligations and follow up closely on each of them.
•  Review all agreements/contracts signed with executing agencies in order to disassociate SDC from the executor, 
adapting the legal jargon to local conditions. 
•  Verify if any agreements are worth maintaining beyond departure and define responsibilities clearly.
LEGAL PARAMETERS
•  Define and communicate the criteria for the donation of assets (cars, computers, furniture, etc.) in a transparent and 
sufficiently anticipated manner.
•  Insure the termination of logistic and infrastructural processes with enough anticipation (1 year prior to departure).  
•  Coordinate the sending of the necessary files to be saved with headquarters. Eliminate passive files safely and 
effectively.
LOGISTIC PARAMETERS
Check 
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7. Lessons to be learnt by SDC: a 
perspective of the Learning and 
Knowledge Processes Division
The “Learning and Knowledge 
Processes” (KLP) division of SDC 
observed and accompanied the 
phasing out process of SDC’s bilateral 
program Ecuador. Part of the advice 
provided was based on an experience 
capitalization (lessons learnt) of past 
phasing out processes. This short note 
sums up, from a KLP perspective, some 
of the main lessons SDC might learn 
from the phasing out in Ecuador.
1. Proper planning allows for 
responsible phasing out 
without damage to reputation. 
The phasing out process in 
Ecuador was planned in advance 
with clear objectives, deadlines 
and budget allocations/reductions. 
This proactive approach reflects 
lessons learnt from past phasing-
out experiences, where prolonged 
“in limbo” periods had led to staff 
demotivation and tension with 
partners. Proper planning sets the 
stage for transparent and open 
communication. The experience 
in Ecuador allows for  a further 
differentiation of lessons learnt:
a. Proper planning is needed on 
the level of partners, projects 
and persons – deadlines, funds, 
conditions. Open and clear 
messages to people are key 
when it comes to terminating 
working relationships – it is their 
careers that are at stake. 
b. Clear communication once 
decisions have been taken 
helps a lot, but the decision 
making and planning period is 
still critical: people know that 
something is cooking, but they 
do not know the implications yet. 
This period obviously should be 
as short as possible. Two main 
orientations have to be juggled: 
a lean decision- making process 
for quick results, and a broad 
inclusion for technical quality 
and ownership of results. It 
was a difficult exercise. Pre-
emptying unwanted protracted 
negotiations about additional 
time/funds is one of the main 
reasons for planning behind 
closed doors. Maybe a two-stage 
process might help: a “decision 
of principles” prepared rather 
confidentially, followed by a 
short inclusive planning process 
where the major negotiations 
between clashing interests take 
place.
c. There is a thin line between 
proper planning and micro-
management. Many things 
cannot be known with enough 
detail in advance, so the Coof 
should be given the flexibility 
to adapt deadlines and budget 
allocations to emerging process 
results.
 
d. It´s essential to document what 
has been planned for and what 
happened, to have an “after-
action review” done and to 
document lessons learnt.
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2. Responsible phasing out is 
costly and takes time. 3 years 
was a good time horizon. Being 
able to retain key staff and to keep 
their motivation up is a primary 
condition for responsible phasing 
out. This is true not only for the 
Coof, but also for partners. Often, 
additional funds and special 
benefits are necessary. Career 
plans should be worked out for all 
staff involved, partner staff, NPOs 
and expatriates.
3. Planning and funding 
for sustainability. Defining 
sustainability as one of the 
objectives of phasing out is key. 
This requires special measures 
and demands additional funds. 
Conceptual iz ing knowledge 
management as a strategic 
element towards sustainability 
proved very creative: have 
partners reflect on what they need 
to know and need to be able to do 
to continue without support from 
SDC. 
4. The people managing a 
phasing out need special 
support. Managing a phasing 
out is much more challenging than 
normal program management. 
Managing a phasing out is about 
terminating relationships with 
partner organizations, partner 
communities, and staff. This 
creates negative energy and 
leads to strained communication, 
conflicts, burn-outs. There is a 
tendency in SDC to treat those 
issues as failures of individuals, 
instead of relating them to the 
charged system. This person-
centred instead of system-focused 
approach is costly, both in human 
and financial terms. Prevention 
would be more human and more 
economical, coaching the main 
relationships should become 
compulsory.   
5. Phasing out implies both 
grief and chances. Responsible 
phasing-out needs mourning and 
celebrating, both are necessary 
in order to let go and to reorient. 
There should be no taboos, 
neither on the fact that terminating 
relationships implies pain and 
grief, nor on the openings it 
creates. Organizing moments 
of mourning and celebration 
events with staff and partners, in 
the country and in headquarters, 
as joint rituals is a good way 
to terminate relationships. The 
teams in Ecuador did a good job 
in creating artefacts (books, films) 
that will remain as testimonials of 
past relationships.
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The Human Face of Phasing Out
  1. Phasing out experiences of 
Executing Agenies 22.01.2008
  2. Phasing out experiences of Project 
Units 04.09.2008
  3. Phasing out experiences of 
Institutions, Project Units and 
Coof 10.10.2008
  4.  Preliminary lessons, by Martha 
Moncada
Human Resources Management 
  1. Presentation of Coof’s Workshop 
on Values 31.01.2007
  2. Minutes of Coof’s Workshop on 
Values 31.01.2007
  3. Training Principles for Phasing-
Out Stage 15.05.2007
  4. Deloitte & Touche Outplacement 
Proposal 03.12.2006
  5. Training Regulations
  6. Change Management: Team 
Building 
  7. Stages of Human Resources 
Management during Phasing 
Out (Coof and Project Units) 
10.2008
  8. Staff Evaluation
  9.  Evaluation of Supervisors
10. Financing of Severance Payments 
for Project Units
11. Ecuadorian Legal Framework 
pertaining to Severance 
Payments
12. Report on Competency Balance
13. The Human Face of Phasing Out 
(Article)
Two Core Concepts: Sustainability 
and Knowledge Management
Sustainability 
  1. Report on First Sustainability 
Workshop 15.06.2007
8. Virtual Library
VIRTUAL LIBRARY
  2. Report on Second Sustainability 
Workshop 12-13.09.2007
  3. Appendix – Project Matrix
  4. Appendix – Matrix of Project 
Units´ Presentations
  5. Appendix – Group Work
  6. Incorporation of Sustainability 
Concept into Annual Planning
  7. Consolidated Report on 
Sustainability
  8. Appendix – Programme and 
Project Matrix
  9. Appendix – Detailed Sustainability 
per Project Unit
10.   Sustainability presentation
Knowledge Management 
  1. Report on the Knowledge 
Management Division’s Mission 
15-23.03.2007
  2. Network Presentation 
  3. Knowledge Management 
Presentations
  4. Dare to Share Presentation
  5. Exercise with Project Units 
  6. Process for Building the Concept 
of Knowledge Management
  7. Knowledge Management 
Concept
  8. Workshop: Socializing the KM 
Concept with Project Units 
28.02.2008 
  9. Retro Planning Knowledge 
Management 11.03.2008
10. Kick-off Workshop for 
Accountability Study (Effects and 
Impacts)
11. Final Design of the Accountability 
Study
12. Communication Strategy
13. Local Actors: The true protagonists 
of their own development
14. Great Stories Written Step by 
Step 
15. Forum Fair Riobamba 
16. Forum Fair Cuenca 
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17. Forum Fair Pictures
18. Closure Events Pictures
19. Final Network Workshop
20. Tips for Networks 
Other Documents
  1. Programmatic Planning
  2. ‘Sprachregelung’ 2006
  3. Presentation on Preliminary 
Lessons
  4. Monitoring System
  5. Audit Report
  6. Presentation on Administrative/
Financial Closure
  7. Memoir of the Administrative/
Financial Closure Workshop
  8. Goods/funds criteria
  9. File sending form
10. File sending criteria
11. Final Accountability Report
12. Mixed Commission’s Final 
Minutes
13. Vehicle Donation Agreement 
Template
14. Asset-Award Bid Guidelines 
15. Vehicle-Award Bid Guidelines
16. Audit TORS adapted to Phasing-
Out Process
17. Closure Agreement with 
Agencies
18. Memorandum of Understanding 
on Hangover, Office Space and 
Country Director
19. Certificates extended to Agencies
20. Focal Point functions – 
Humanitarian Aid Proposal
21. Personal Phasing-Out Log
Project Systematizations
Project Evaluations
VIRTUAL LIBRARY
